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25 February 1977 


MEMORANDUM FOR: Deputy Director for Administration 

Deputy Director for Intel 1 i gence 

Deputy Director for Operations 

Deputy Director for Science and Technology 

FROM : E. H. Knoche 

Acting Director of Central Intelligence 

SUBJECT : Recommendations of Seminars on Creativity 

and Ethics 


1. As you are aware, two seminars dealing with the 
subject of creativity and ethics in CIA have been conducted 
in recent months under the auspices of the Center for the 
Study of Intelligence. The first seminar was composed of 
senior Agency officers while the second seminar group was 
made up of younger personnel and included a broader repre- 
sentation of the Agency population. With a few exceptions, 
the conclusions of the two groups tended to coincide as 
regards basic issues. I believe the findings that have 
resulted are thoughtful and deserving of serious study 
regarding implementation. 

2. As a result of a recent discussion I had on this 
matter, it was concluded that all the recommendations do 
not necessarily lend themselves to across-the-board Agency 
implementation, at least in terms of applicability or^ 
emphasis. Another question presents itself and that is 
whether or not a more broad-based constituency would agree 
with the findings. In order to pursue both these points, 

I woul d appreciate your doing the following. In the 
course of the next two months would you or your Deputy 
hold a special staff meeting with each of your operating 
components to discuss these findings. I believe some are 
more applicable to specific Directorates than to the Agency 
as a whole. Your meetings would be helpful in validating 
this opinion. Such meetings also would either enhance the 
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credibility of the findings or give us some different insights. 
The Center for the Study of Intelligence will shortly 
designate an officer to devote himself for some period of time 
to this matter. The results of your meetings will be made 
available to that individual for correlation. 

3. Attached for your convenience is a combined listing 
of the most significant recommendations of the two groups. 

This combined listing may serve as a useful summary of the 
recommendations I am asking you to consider. Since it is a 
summary and a combination, it should not be considered a 
substitute for the more detailed and separate recommendations 
contained in the two reports distributed by the Center. 

4. The recommendations of the two seminars are of 
personal interest to me, and I look forward to continuing 
progress reports from both the addressees and the Center as 
regards their implementation. 


E. H. Knoche 

Att 
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SUMMARY OF RECOMMENDATIONS 


1 . 


Innovative Approaches to Decisionmaking 


ward to 


Decisionmaking authority should be delegated down- 

aDnmarhL g f ea ^ er • e * tent * . In addition, interdisciplinary 
approaches to decisionmaking should be used to include all ’ 

X S Vel coraponents involved, even across directorate 
lines, where appropriate. Pre-decisionmaking periods should 

a f?n^ g S atGd - t0 all ° W ° pen dis ^3sion and disient prior to 
a xinal decision. 

2 * Rec epti veness of Management to Innovation 

_ At=km increase the use of non-cost methods of recognition 
ind?vX“ r JnftTa???e men oontl " ui "S interest in fostering 

3 • Improved Personnel Management 

Rhr-n _, Develop Programs to improve career opportunities 

rStat^o^? r co V nsell J g ' accurate evaluations, and increased 
rotational assignments. Periodic zero-base review of such 
programs will ensure effectiveness. 

4 • Fostering Creativity 

• i _ ... Review the application of MBO to determine whether 
it stifles creativity and, if not, that it is implemented 

rf° rrnly ? lth ^.degree of participation necessary for 

"th?«v S * encourage development of informal 

idea wit hnn? e al i° W officers to express their original 
idea without fear of supervisory reprisal. 

3 • Liaison Relationships 

, . Take a cost/benefit approach to liaison relation- 

Tn ?H- and prepare defense papers for justification to critics 
... 153 regard, request officers volunteer ideas for alterna- 

losses 11SC 10n technigues to compensate for future liaison 
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6. Ethical Issues 


Develop a canon of ethics for CIA and establish 
an open forum for discussion of ethical issues relating to 
operations. In this regard, disseminate a statement of 
Agency policies on covert action and other constraints 
under which CIA operates. 


< 
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Remarks: 

Please review and develop your views on the 
findings of the Creativity and Ethics group m 
preparation for the DBA/ OP meeting scheduled for 
12 April. 

Let's compare our views at a brief session in 
P§C at 1330 hours on 8 April. 
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Remarks : 


Mr. Blake will meet with the 
Office of Personnel staff 
meeting group on this subject 
Tuesday, 12 April, 1:30 - 2:30 p.m. 


fold here to return to sender 
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Deputy Director for Administration 
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In line vdth our previous 
discussions on this matter, 
attached is a propc;sed mesrorandum 
for you to send to the Deputy 
Directors. 

IsTAT 


John F„ Blake 
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